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Focusing on … 
Restructuring 
Collection Management 
 Library systems 
7 June 2002 
Presentation to Bond University 
Library 3 
Organisational structures: the theory 
 Artificial constructs 
 A necessary evil 
More than 6-8 people = need for some 
structure 
 Two approaches to restructuring: 
  top-down 
  bottom-up 
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Organisational structures: the reality 
Rarely get to start from scratch 
Organisations have a life of their own 
Organisations are people - don’t 
necessarily act according to plan! 
Dynamic environment: 
  rapid change 
  increasing complexity 
  increasing competition 
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UQ Library in 1994 
Under-skilled staff 
 Expensive delivery of services 
 Lack of customer focus 
 Inflexible and slow to change 
Underdeveloped strategic plans 
 Technologically backward 
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The consultant’s strategies 
 Get closer to the clients 
 Identify priorities 
 Train, train, train 
 Develop benchmarks for service delivery 
 Upgrade technology 
 Rationalise services 
 Reorganise and restructure 
 Empower staff and adopt risk management 
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If you want to 
know why 
your 
organisation 
is not 
performing 
well, look in 
the mirror 
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Strategies Adopted 
 Reflective practice 
 Benchmark against the best 
 Understand our clients 
 Develop customer-focused vision for service 
delivery 
 Plan the implementation  
 Write convincing documents and secure 
support from above, sideways and below 
 
 
7 June 2002 
Presentation to Bond University 
Library 9 
Reflecting 
Essential part of continuous change cycle 
(reflect, plan, act, observe) 
Making an honest assessment 
Giving back image/serious thought 
See what one wants to see? 
Assessing clients and their needs 
Translating needs into services 
Understanding the environment 
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Strategies adopted 
 Communicate constantly, consistently and honestly 
– don’t make promises 
 Cost the services 
 Develop a culture of quality - process re-engineering 
 Use IT imaginatively and appropriately – new library 
system 
 Market the services - under-promise and over-deliver 
 Implement cuts swiftly and totally - avoid death by a 
thousand cuts 
 Centralise support services – economies of scale 
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Strategies adopted 
Manage workloads: 
   Outsource 
   Seek partnerships – Innovative Interfaces, 
Yankee Book Peddler, University of Nottingham 
Measure outputs and evaluate 
outcomes 
Rationalise high cost areas – original 
cataloguing, end processing, lending, ILL, shelving material 
 Increase income – document supply 
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What drives people? 
 Financial rewards 
 Interesting and challenging work 
 Maintaining and developing new skills 
 Goal achievement, responsibility, work ethic 
 Making a difference 
 Task completion and a job well done 
 Teamwork 
 People 
 Dynamic environment 
 Environment (pleasant and supportive) 
 Delivering a good servcie 
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People strategies 
Different strategies for different people 
 Adopt TLC 
– Tender loving criticism 
– Tough loving care 
– People don’t care how much you know until they 
know how much you care 
 Show genuine appreciation 
– Thank you notes 
– Mark notable life events 
– Note accomplishments publicly including publications 
7 June 2002 
Presentation to Bond University 
Library 14 
People strategies 
 Recruit the right people 
 Conduct appropriate induction sessions 
 Train staff to deal with the present and the 
future 
 Eliminate layers in the structure  
 Ensure everyone knows the business 
 Work together – none of us is as good as 
all of us 
 
 
Library Structure in 1994 
 University Librarian 
 
 Deputy University Librarian 
 
Administrative Technical Services 
Services 
 Acquisitions Cataloguing Systems 
 
 
 
Architecture Biological Law Physical Off-Campus Undergraduate Health Sciences Central Gatton 
& Music Sciences Sci & Eng Service 
 
 
 
 Herston Medical Library Dentistry Mater Hospital PA Hospital 
Subject Based Information Services 
 
Functional Support Services 
 
Biological and Health Sciences Library 
Service  
Biological Sciences Library  
Dentistry Library  
Gatton Library  
Herston Medical Library  
Mater McAuley Hospital Library  
Princess Alexandra Hospital Library  
  
Physical Sciences and Engineering 
Library Service  
Architecture and Music Library  
Dorothy Hill Physical Sciences and 
Engineering Library  
  
Social Sciences and Humanities Library 
Service  
Archives  
Economics and Business Library  
Fryer Library  
Ipswich Library  
Law Library  
Social Sciences and Humanities Library 
  
Library Technology Service 
AskIT  
Database management  
Electronic Information Centre  
Network management  
Staff IT training  
Workstation & server maintenance/ support  
Web site management  
  
Corporate Services 
Communication and publications  
Facilities planning and management  
Financial management  
Human resource management and staff  
Development  
Information skills coordination  
  
Information Access and Delivery Service 
Materials budget 
Acquisitions 
Cataloguing 
Document supply (St Lucia campus) 
Warehouses (off-site collections) 
Integrated library system management 
Copyright (University-wide) 
Support and policy development: 
   Collection development 
  Circulation 
  ILL/Document requesting 
   Metadata/Subject Gateways 
University Librarian 
Library 
Structure 
2002 
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What makes a successful collection 
management operation?  
 An examination of material processing 
operations in academic libraries suggests that 
there is no “right way” of organising such an 
operation 
 Clearly identifiable characteristics of high 
performing collection management operations 
 An emphasis on efficient processes  
 Centralisation of processes to take advantage 
of economies of scale and expertise 
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What makes a successful collection 
management operation?  
 Avoidance of duplication  
 Optimal deployment of technology 
 Maximum use of vendor services 
 Performance measures that emphasise 
throughput 
 A team-based structure 
 Clear delineation of responsibilities  
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Information Access & Delivery Service 
We are in the information resource management 
business: 
 For staff and students - our aim is to link them 
efficiently with information to support their teaching, 
learning, research and management activities 
 For other Library staff - our aim is to help you do 
your job better, particularly in managing your 
collections 
 For other libraries – our aim is to supply documents 
in a timely, cost-effective manner 
 For University Administration and our suppliers – 
our aim is to operate in a professional, business-
like manner 
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Our strategies 
 Work closely with other parts of the Library to 
develop agreed policies and procedures 
across the Library  
(one library – many branches and sections) 
 Leverage the Innopac Library System 
 Continuous improvement in workflows 
 Eliminate duplication 
 Create records once, use many times 
 Get maximum value from our suppliers 
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How we are organised 
  31 EFT staff (plus contract and casuals) 
 4 teams, each with policy & operational 
responsibilities: 
 Collection Development & Serials 
 Science Monographs 
 Socials Sciences & Humanities Monographs 
 Document Delivery & Library-wide Circulation 
 Copyright Coordinator 
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Some statistics 
  Library materials budget 2002 - $14M (46% of Library budget), 
including $10.9M on journals & databases 
  28,500 orders placed, 80% of material is purchased overseas 
(US, UK) 
  154,000 issues received, 11,500 print subscriptions, 9000 
ejournals and 400 commercial databases 
  Cataloguing - 31,000 new titles, 50,000 volumes 
  Library Catalogue - 4.7M searches 
 Patron record management - 47,550 patrons, 47% active 
borrowers 
 Production of circulation notices - 704,000 
 Document supply to external libraries from St Lucia - 28,300 
 Document supply to other campuses from St Lucia - 27,000 
 
7 June 2002 
Presentation to Bond University 
Library 23 
How important was the new library system to 
the revitalisation of the Library? 
 Acted as a catalyst for change across 
the entire library 
 Timing was good as it coincided with 
the emergence of the Web (1995) 
 Improved client services: 
 Self-service 
 Integration with other services 
More efficient processes 
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Do you need a library system? 
 The answer is no longer clear cut 
 In an electronic only environment, the 
answer may well be no 
 In a hybrid environment, the answer for 
the feasible future (5 years) is yes 
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Traditional definition of a Library 
System 
A library system consisting of a number of functional 
modules, such as: 
 Acquisitions 
 Cataloguing 
 Circulation 
 Serials 
 Catalogue 
in which all of the modules share a common 
bibliographic database 
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A modern library system is a whole 
 lot more 
 Authentication and authorisation via APIs – 
single sign-on 
 Integration with other systems: 
 Student 
 Staff 
 Accounting 
 Library material suppliers 
 Kinetica and other bibliographic utilities 
 Other libraries 
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A modern library system is a whole 
 lot more 
 Meta-searching across disparate interfaces: 
 Z39.50 
 http 
 Repository from which to populate any 
number of specialist databases and gateways 
– create once use many times 
 Digital object management: 
  url maintenance 
  copyright compliance 
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Preliminary planning 
 
 Literature search 
Request for Information from vendors 
 Vendor web sites 
Conference exhibits 
Other libraries 
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Types of library systems 
 
 Fully integrated 
 Major system with bolt-ons: 
 ILL/Document Delivery 
 Meta-searching 
 Digital object management 
 Gateways  
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How to proceed 
 Use a consultant 
 In-house project team 
 Go to tender 
 
 
7 June 2002 
Presentation to Bond University 
Library 31 
Reasons for tendering 
 Dynamic marketplace 
 Library gets system most suitable to its 
needs 
• Effective use of funds 
• Legal requirement depending on fund 
source 
• Protection from problems with vendors 
• Opportunity to do a needs assessment 
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Tendering process 
 Planning 
• Project team 
• Schedule 
• Costs 
 Determine needs 
• Customer needs 
• Institutional needs 
• Functionality 
• IT issues 
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Write specification 
 RFP – Request for Purchase 
 Format: 
• Library staff focus - modules 
• Customer focus – services, infrastructure 
 Do not make it too long 
 Provide scenarios, not just a wish list 
 Concentrate on the margins 
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Tendering process 
 Evaluate responses 
• Prioritize needs 
• Shortlisting 
• Site visits 
• Rating 
 Negotiate contract 
• Which contract 
• Library involvement 
• Coverage of contract 
• Tie deliverables to payment schedule 
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Implementation 
 Planning 
• Project team 
• Schedule 
 Site preparation 
• Hardware 
• Software 
• Other 
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Implementation continued 
 Database design and profiling 
• System parameters 
• Individual modules 
• Indexing 
• Policies and procedures 
 Database creation 
• Data conversion – serial check-in patterns 
• Loading of data 
• Other record creation 
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Implementation continued 
 Testing 
• Database structure 
• Profiling 
• Data conversion 
• Procedures 
 Training 
• People to be trained 
• Methods of training 
• Schedule 
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Implementation continued 
 Documentation 
• Guides for customers 
• Policies and procedures for Library staff 
 Roll out of modules 
• All at once 
• Parallel operation 
• Phased implementation 
 Evaluate implementation 
 Go on holidays! 
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